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Ini this paper 1 intend to approaoh the subject on
the assumptions tIhat the Meuibers of the Institute will be most
concerned witb. the operations of the Treasury Board as they
are oarried out today and thlat it.would be Ixelpfu] if' the
Treasury Board were. fir-st pl~aced. :Ln th.e cýantext. of thea other
control agencies of the~ Federa1 Gêverment.

In attempting to put this po'gan of govetramen irito its
proper context, I shou].d first like to speac brieflj about the
other coordinating and1 controllixig ageniies of the federal
service. On the 1.evej. of~ direct~ and4 immediate responsibility,
the Cabinet is, of course, the bodly whc formulates the
poliies and determnes the fui~oTn that are to be carried out
subjeot always to the authority of Parlisment and, ultimately,
the country. This task it exeoutes ini the liglit of the problems
that impixige upon it 1from outaide and tbhose that emexge through
the operation of the goverxnment êepartments and ageniia from
time to time, with whatever an4lytica a] ssistance fr'om their
departmental sttff ia required by thea several Ministers. At
thia level the secretariat of the Cabinet, or Privy Couziil
Office, acts as the mediumn through whioh memoranda to be
considered by the Cabinet are ciroulated to the varlous Mliristers,
Its members perform the 4iuties, of secretary t~o many of' the more
important cl'rioial-Xevel comxnittees, This office thus eflsure8
tIhat ail Ministerê, and, in particular', the Prime MUni.ster who
lias no other departmeait, are informed of the Limauea to be
disoussed.
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Adminitratoni Divisi.on, the Farm Iprovement Loans Division,
the Inspector Genea'ai of Banks and the Royal Canadian Lrin.

The largest singlJe element ini thé depaz'tient, however,
is the staff of~ the Comptroller o Qthe Trepasury. This
organizatioxi perforzus the function of keepjing a standard set
of acQQunts froDm the varlous departmexnts and branchesa of
Governmpxit and of recording commitments and zm1cjug 4isburse-
menits from the Çonsolidated Ranevue Ffwnd in~ acoordance with
the pro>per authorlty. Parliament, the Cabinet and the
Treasury Board are the decision-znaking bodies and the primea
funotion of the Coxnptroller of~ the Treasury is to ensure that
expenditures are made only ini accordanioe withb the decisions
of~ these bod.ies~.

be mentioned before we proceed 'to discuss the Treasury
Board itsoelf. The first of these is the Civil Service
Dommisjo, an independent. body set up b~y State 1to report

aipon the zwwibers and classes'o staff rquired to pertorm
Êunctons thêt have been decided upon as a mater of poliêy.
Et is also resiponsibe f'or raporting to4 deatensu ttheir
Drganization an for' recruiting for th4 CiilSevicoe itself.

vith the opeationt s of the Comsso and Ine oebofate
lare.

Finally the uditor Geeral, wo is a. parliamaèhary
lTficer rather than a serv~ant of~ the o 4vernmen of the day,
iakes a. pot audit of~ al, gQovenena 4 pndtur es.

The T~reasuryr Board is a committue ofth~e Privy
;ou ilset up .zpiit1y in the Finanial Administration

Lot 1.The~ Mnister of Fin~ance is the arman o t he Board,
rhich cop rises five~ other Linisters or their alternates.

,elaingto inance, acoimts, establishents an terms and
ondiion ofemplolyment in the public service. Itoeae,ithin the framDe-wcof~ the general policy conclusions of the

abinet. The Secretary to the. Teaury Bor m~ust be a member
f the staff~ of the Deartment of Finance and, in practice,
s always an Assistant Deaputy Mnster. The Treasury Board
iviion fl~ the Dapartiuant of Finance 9opnstitutes the

eQretariat of the. Board.

I expect that it would »e hes.t tp proce fr this
oint by a dsrition of the. way w44h the staff of the
oard is oganized. It will then perhaps be easier to ezplain

hle mannr in whih the business is processe t9hruhti
rganization. I would 11ke to ephasize, hoever, that the
taff is se ~up f or thea asasemby, corr aion <and an4a4s
f *'acte for presentation to the Boardadt xrs t
iewand4 instructi ons. Unik the~ Brts rauy eiin

remae o by cii srvts-bu~t by Mnsters Wihrepc
D seciicproposals of departnments, the tunot4qn ofqthi

tafforBsretariat, ip te, stat.e concisely whtver
âtives, in suchI a weay as to enable the Bor itself tç coOm to
Dnsidered decsions on th basis of' full information. Beyond
k 15-16 Gao. VI, Chlap. 12 Sections 3-7.~
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this, and W~ith a general awareness of tIhe objectives of' the~
Board, thie staf2f are constantly alert -to disoover matters whjiih
should be brougit to the Board's attention.

The. Assistant Deputy Minîster and Secretary to the4
TreasurycBard is supported by an Assistant Secretar 'y who
shares the total burden partioularly in respect oi' mat'ters to
do w±tii personnel and the reguj.ations administered by the
Board. In addition of course, h. acta foar the Secretary ini
his absence. To a large extent these two oi'iicera operate
as a unit.

Below this leve]. the. staffi is organized in three
principal sections dealing witii the substance of' matters wiiich
require the. Board's attention and a i'ourtii section which deala
witii the. development and administration off methods. Two of the.
substantive sections concern themselves .with the. soope and
iunctions and expenditure proposais generally oi' ail the
departments of' government as such. Bachi is manned by some
twelve officex's. Thé workl is siiared between the two sections
in sucii a way as to mace possible the accumulation in eacii area
of' the amount oi' knowledge oi' related departments and their
problarna as is neceasary to carry out the. taslc. ?ius the, firet
of ther5e two sections, whici is, known as the~ Deffence and Worlcs
Section, deals with the. Department of National Dei'enbe, the
Departnient of' Public Works and tiiose otiiers that are in some
way related to them. These are the D.partments of' Defezice, Il.,
Production, whicii is the. purciasing agent for National bei'enoe,
the. Depaz'tment of Veterans Âffiairs whose policies must bé
integrated with those of' National Dei'ence, and the. Department
off Justice and the two related organizations of' the. Royal
Canadian Mounted Polioe and the. Coamissioner or Penitentiaries
inasmucii as these involve problema somewhat similar ta tiiose
ini the. Arm.d Fforces.

Of recent years, mucii government construction iias beeni
part off the. Deffence program sa that the. inclusion off Public
,Vorka in this Section brings togetiier most or our activities
of' this type. F'or the. saIne reason the affairs off the Feder'al
D)istrict Commission and, to the extent that flinda are provided
by Parlisiient, the. Central Mortgage and Housitig Corporation
are-handled iiere. Because off this preponderance, this Section
scrutînizes aIllmattera pertainizig to the acquisition,
administration and disposai aof réal p±'operty that require
the attention off the. Board, althougi close liaison ie
inaintaixied with those offiicers wiio are concerned witli otiier
departments in respect or theo program implicati.ons'of tiiese'
mattera. Tiie principal construction activities not inoluded
here i'or program purposes are the specialized programa in the.
field or irrigation carried-out by the. Prairie Farm
Réehabilitation Administration off the Department off AÈriculture
and oi' airport construction by the Department off Transport.

The Deffence and, Worlcs Section is organized ini three
groupa suoii tliat the. members ci' eacii are dealing constantly
with matters that are related ta one anotiier. It is flot easy'
or peniiaps fruiti'ul to desoribe this ini détail because theê
substantive matters concerned tend ta cut acrosa- departm.nta.
b)oundaries. However, one off these tiiree groups has a
dtistinct ffimction, namely, the, processiLg ai' ail requests i'or
approval to enter into contracta. In this ffield the
responsibiiity ai' the Contracta Group relates to the,
administration off the. Governnient Contracta Regulations and,
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is legal and rormal rather than substantive, adyice on the
substance being obteained by liaison with th rerGop
conocerned in eithar of~ the two departetisetos

RThe business of all the~ oer eatnsofgvr

diid OU ' ditofu rincipal roup~s conssi n=ly of
threeofficrs eah who, gene<rally paigwokitder

ments w4th simiXar problems or oeaigi omwa eae
field. Thus, for >exaple,- onie suchGop el;w h

as such activities are finanoad frmprimnayapo
priations, the at o energy program. Ths in thWs case,

wihtedvlpeto aaasisucs to th eoxene

woking inl thi g nera ield,

Nationa Galler and t-hommi:co~ Ar he rhcmgt o

thrug te Mnite of Transpot.

IT e f u -h G o p i h s e t o e l i h w a

-mgtb aldte-diitaieadplc eatet

suc as ExenlAfis rd ndCmecteDprmn



is nacessary and frwards thenm to the TQreasury Board with a
recommendatioLQnn the jIi~divtua zmerits o t he> particular case,
The Personniel Poliçy Section then relates them to thte programs

of he eprtmntsan stuies the financial implications.
While thi? requires close l.iaison wXth the two deartmtIalt
sections, it <will appreate4 tha thip wrk must bie don
by~ a. staff familThwit tj he whole field, sic h*rblm
invQXlved eut across d'prm a line. ThisO Section alBo
assists the oQVhar two setin in de!eopn r4 ommenatioas
regazrin establishments, keeps the record~s of apqo'e estab-

lihmnt fr e artment, and la the sole control gnc o
the. considealenubers of public ep1oyaee *ho do no 1, l,
withiunk th ivlSevceAt

The E ta Preparation Section4x la repnil o
developing mehd by whc ifration la submite by

Dearmnt o h Bad n throug itb to~ Palat. PI09 4

printnproceses. As crolay to this it prom

establishments whiocI precee the subissiaion oft stimates. This

la artcuarl cncene to se tha the v1iews of~ Paaen
on these mattrsa exrse durn sittngs of th

Pubic ccontsComitte*or o therwise, are carrie.4 out~. It
is also I¶e0p9flible for the preparation of' Supp]ly BllsX and

wt a~ pae tg o oord±flatg Buch inomto as the staff

expenitrs

In addition to thesa for main sections, a 1swall
expert~ uit advises th Sertary to the Board on~ all the
co omplicated prolem that are~ Votlly arisng i onnectipn
wlVk penion, Sperannaton Acts and othe oillgsain

As a miatta' of admnisratve cooveniene urn hepro
in ~ wzc th recetly-passed Sueannuaion At laben

worked out, the 8upannua4on rnhoUh-Dprmn f.
Finance la responsib1e Vo the Seox'etary to thle Teasu S

Bord futhr th Tephn Servic Office, since it
conern a are o xpendiue la al atace to thstf

in 4ll governme t~ fies in'Otawa and th~e central exhn;
li Toronto Finaly, the sall secrariat ofth~e Suggetio
Âwards Boad ailso reot thog the 300orer alhuhi
la houe 4 t tVhe ii Service Commission.

add that a large amoun of cossa-liàison aeplcatl '
levels. As was imp4 d In discussing the DfneadWrs
SecVionmay isses comin po the Board fo ec

time or anthr 4f tual every~ proble of govermn o
to~ theTesr or, and sinqe the timoton othe depart

ment as. who e let~ aln he Treasury Board Divsin

among the stafft o consult their colleagues wokn i related



fields at the vory boginndng oft hIeir study of any such
problem. Not only~ 1s this true within the. staff of th oad
i.e. the Teasury Board Div~iio,-bu atso it pplies wiith
equâ1. but perhaps lesai frequ@nt force tolaio with othet'
divisions of the departmenlt. I am sure you- Iïl appreciate
th1at i~t is most diffioult to 1&y dw in any frma w
the specific instances in which such consultation tancesr
in view of the variety of problem to~ 'be onsi4deed Thre-

foe his rêquiremênt oan on1y bestated as»'à geea
principJle, its effective operatioll depen~ding upo the~ calibre
of the staff employred and the building up of a spirit of
teaniwork whc is the sine qu~a non-of n corinte body.

I should nêw like to tun myattnint a
discussion of the typesC of workwhihpoedtruhti
organizationl and thetiigtruhuth ea-twic
various-~mattera. are considere.-Th otimotntsnl
function o. the rsuy> Bord that of ainlzn h

requirements aiw ot be-nt ofi iti hefaew

Cabinet f or~ dain. Te..olmnohrwrs sta
of d4trining in relto to al te gvretIatvt

Ofraoent yo a suoh subaissons aerahe h tf

These submiston aeê reevd nte mo

bok fmliihdmtra.whc4e-li ncnieal

detal,,for nalsis y te stff nd te iformtio

ofteBadtefu4in efre ur
4  

the ,44rio

voe an h4esn orpooe-hneài ucino

scal-* E;Plnatins re aso uppled ith espct t th
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that all points of substance are thoroughlytrashed out: In
a3.1 this, theoflQrns of thea Mnister of Finance as Chairman
are td'aI the ultimate total. will conform togvrmn
expenditwre policy and t1at all proposas are examied upon the
basis of a consistat set of san4ars. Issues that are not
reolved by the Board mayr be< reer to the ul ~abQine~t and
Cabinet~, in any event, must approve the- Estiatces as finally
~dermined by the Board.

The Main Esimaes are intended to ma1ce full finacal
provision for the coeiplete program of the departments for± the
one entire fiscal. year. TraditioiaJIy, Supplemntary Estiinates
are handled by the same xaetb.od in the Spring but are restricted
ini substance to <matters of an emergency nature whioh cotu1d not
have been toroeen at th tie~ Manst1imateas wr being
considered or w1dQcI reslt~ ro w d4eciion taken Iby th
Cabinet oqr by Pêalaent. Thes are usually tab3..4 in May.
At the and of the yerit is oustomary to~ brXnê d.Qwf in the
$ouse 8 at are ca~led Further Wupeetr Etaeo
ooiloquially> Final SupeetryEtmts to c9ver errors
of estimate thathave~ emerged sîc th tieat wh4iOh the
estimates were originally maeu eig4te months earlier.
These latter E-imates~ do not purport to inelude anything
involvi& changes of p<olio7 and are usualy laid b.tore the.
Houese and pas&e just bfore, the end of.Mach. I should point
out here tkLat errora of e.stimate of the opposite~ sign l.apse,
at the end of the~ fiscal~ yar fln4, if thie rquireme nts thy
represent ïstiia. e~xst, 'must be re-voted by ParJ.Xamient in the.
enuing year.

WVhiie the Mainw Estimates pro oe&ure Is the tozaat
method, by wh&oh the total requirements oft th~e epartments
are submitted, considered by TreasuryBoard and lai before
Pariiament f~or the purpose of obtaining runds, thia is
itself but the last ,major step in a awhat longer pr~Qoess.
A year ao a prcs wsiiti.at y. Caie directiv wheraby
a system of~ coi~tte was set to eaine and report upon
departmenta saf ~rur ements or th ensig yea. Ti
process 9ccur just pro t~o the copiati~ono EçtÏmtesb
departments an~d le4s logioally itqo it.,It inovscmecn

th tu4y of the allocation of h eore ttmyb
expected to be ailbein an ara t'ht constitu a 2key it
the admuinistrati.ve WopA of theGvrneps ctvlis
N7hat is rea ths point one i daig ihqatie

program prqpoealoftedprmnt nali>fraa

eariy opporbui y bo become aware of the tota stfaitor
t4hat wil3. be requeated of the Board when Estimatesf hc
it becomea a prare under cosdrton nyb exaiation

exercised4. The essnilcroay to thi s htadiinl

in th diet-mergêncies o in asoiation with upeet

ýJevie Cmmssin emer is th hairman. ?heseaé mtee i

-,hroughout Au$Lu8t and the early part' of September' a revi ew
uompletely once a year the estab~ishmnfts of the departments.

r-2his machanisD1 isi initi&ted by a submissionfl rom each depart-



' ment in which are spelled out ini soeie detail the plans of the
department and th.e staff' required to carry tiiem out.

By bringing together the tiiree organizations around the
table it is possible f'or the responsibilities of' the. department,

*the Ttasury Board and the Civil Service Commission to be dis-
oiiarged in one motion. The department wiil have responsibilities
underilegisiationior otherwise to carry out certain functions
ta the best of its ability. It wil3. bring f'orward proposals
based on thie particular problems and teohial requiremerits'of
its task.

The. Treasury Board member m ,ay suggest thie context'of
general gvernmeit policy into wiiich the. requirementa of the.
department must fit as an aid ta the. department in assessing its
own priorities. He wilI. b. responsibi. f'or bringing out 4the~
relative needs underlying thes department's proposais, Sc thi0Y
cari be weigiied, one against the. otiier, across the. govrIIJeft
service. Whore expansion ini sai4e areas is indicated h. wil
asic the department 1 ta review its priorities witii a view to
reduciIng àôr elimnating funàtîons of :les present imp>ortance.
In cases of doubt as tc% wiietier any proposai flals wi.thin
governmient policy, either general ocuatlar, the matter éan'
be referred ta the Tteasury Board -±or a r'uling, aitiier at once4
or ini the, cotra. of tii. côziîderation of' i*tiiuates of whicii staff'
requirements torm a part.,'

Wiien the, funotional outlines of the departments'
activitieèà in thie new' year Iiave-been thns' estab3lished,' the.
tasc aof the C~ivil Service Comisision rèpeeeftative Is to'
examine the, staff proposals ,- bothvs 'to a'ubers and classes,
in relation ta the, worc iliad iu4ioated and 'the recrtiiting
possibilities. Naturally, the <x5ète iu'terms of'staf'f and ot-her
facilities will be a factori<n the ultiiuate deoision0s regardia5
priorities. By bringing the. experienoe of~ the. Civil Service
C."oemission to, bear at this point, thi tetraotion of 'ail the.
relevant aspects of any proposai can be- brougit out~. What is
more, the inti'mate knowledge of the Civil Service Cosmmissionl of
the, organization and. m'etiods.ofi th-u dep&rtets contributes
greatly ta the- 'ooimittee"ýs aèppreciatibri of' relative 'staff ueeds.

tit'Perbaps I need iiardly ad , te, an audience' cf this kind
tht the Minister ofthe departixent way acoept or rejeVttie

reconmmendations of the-se committees If' be accepts th-em,'they
form part of i s' Batimates submi.sson to Treasury Boarel;ý if h.
does not, his Estimates submi'ssion 'will d.i'f fer l'rom the. revie*
cojmmittee4report, but t he reasons for the di.sparity will b.
known. IZn eitiier case the decjiion restà with the Treasury
B3oard,

'Ta go bac one step 'iw'ther, at a sti.ll earl:ie ýsta9e,
eachdepartment wifll b going th±rougi a somewhat 9 imilar 4-

procodure~ interiall3y. It will b. gatheiring 'f'i,6 fts bIranches
and fielel offices t4p requilr.nents fo~r the. coming yir~ EiË seen
from thea. points. W±Vth~'s0Dle gexieral awarunes -of t-he'iei-el
aof activity that may be acceptable ta the, goiruermiBt.,,bsed 'on
experienca or gaineHd from discussionL witii of? tee à-o

* staff, the se requests ccming in ftrom the brnce-s.oý,nd fl
offices will b. screened, analyzed and di'sci1ssed WiJthin the.
depar'tmetbef ore 'beig snt»uitted to~ the 4establihment review
commit'tees. 4



At the sanie tiîwe te staff oft he Treazl3Xy Board ~w1il
be conisidering the total picture as they might expect i to
émerge in the budgi4et. The implications of tht picture anid the

of inaceso that he Iay give what. directions he wshes to

toi st4~af T1nua it i, t2'at th Treasry Board staff ar e abl~e
to ndiatetodepawtmet the general context in which their d

It may sound prom this as t1iough ail the ana3.ysis i
concentrated ini a sxu4>l porti~oo the~ year. Thi is in fact
rxot s~o although thea load dui' the peri.Q4 theesalhmn

considered is greater and more urgent than at othez' tie
Howver, there is an~ ev8I earlie roess Whic~ contiues
throghout h era d wich sevs t 9 inform~ theBoad and

its stafop ss th4t will ~ atis when~ th yid ffr

Board Division has a depatmant Q fntion ini the sen~sé th it
is rsposibe fr prdudng uchinfrmation as the. Minister

reuiesfor his particpatio in impndin poliçy décisions
aCabinet leel Many of the prbe, that.wl ultimately
tur p i~n Estizuates are'.roughe4 out atthis stae In fact,
ocourse, the approixnmate dosting iolved is esenia tQ

the décision ini principle.

Moreover, issus o a somewht >J4wer orde of magnitude
whioh have i.mplications for ftu~re E4stmts are 9ostntly

this purps the Trar Board met weekl.y and ha lid
beoe it êJ.l suoc> matter,.a wl as man~y cae of ate

mo detailedntre&a ar requiredby law or cust>om to
be approved bythe Bard. Ths lte incl.w4. a variety of
Items of a regulatory or hoskepn natran4 adjstments
bc roram which have bee Qppoyvq inl curr9IXt Estim4as.
Dheprécis machinaPy odeln itthsajumns

alomet init whiph a vote isboeonfrcntro purposes

throughout the year. Requests ofthis type very frequently
iniciate that certain prgasaelaggn wie others fa4 ba
,3xpOedite. Afe all, th omlt o o wh yaea

êmnmn isolya estimate ni sujcto ages

atoiyseldtÇ ýi0 thoae$ vot tiit a Qe.

lanisters fr authority tio let contracts over sizes laid
dow in the Govrnment Contract Régulations. These keep the
Board and it atf informad as o~ a thrgr fvarious
programs. 'lati'sisance as in someonrs i asbc

the ~ ~ a prctcetoroteiro ~ual 4h'rasr, Boad-parmna
to become efotv.Teraosfrtl ae ta h

,3crutiny~~re otor olosà ae adta teMnst ae

undar variou qtatutesý, mainly the FinancialAmiitrto
Ac t. quit. freqIentlyT, departments rques directi on or
o.pproval for changes inI their l.ong-term plans within the

génralfraewok of policY l.aid down by Cabinet.. AQood part

ofthe work of the staff of the Board duririê the year is there-



fore concerned, with -hehn out an - oigfaiirw
devlopng rea ofpolcythat wifl appear in more preoise

:ror ina Estimates subissions at a ]lter date. This has the
eff:c of prading the workload and of p# mttin prp

conidratonofimportant issue-S. Alo, it means that when
E8timates submissioras are reoeived theyr do not as a rule cntain
too mauy probles that have~ to be atudied all at onc os o
the other~ proble that will appear' in dearmetal Estiates
sumissions are firs rI aised ina the cors ofth stablishmen

reviE'W committees. Finally, o ruraity is~ tae by members
of' the~ staff, as the pace of' regu1ar' worlc permits, to ca1i upo
senior officers ina the departxnents to disouss their problems
and plans in generl and to êeoe faiiar <with their operations

.Having secee the oraiainal ftame#rk, I o
coe o ha ï perhastheýmot ipratortion of thi*

papar. I should like to discus wbat r coeived ob h
central problems for the Treasury Board anpd its staff and to
give a generai infdicationt of how> they r el i

we start *±th soeapprximatio ft totl einn el
before the tim TrauyBadcniesteEtmtsi

Decemer, he divisions ofýh att that r ocre

appoxiatinsare~ made of teordr ofmgitd ht gtb
invo1ved in the various major mpntsoth-ug.Sme"
of these, soch as th ervioing oftentoaêet l g

prel1mnary clulation may in4ieato wha ca or must ha done
ina oz'der to 4iv. efec govrmn oiia Thi matrial

directin as to hs objectives.,
Both~~~~~~~~~~~ to ariea'nidpnen r-si eo h

elem nts n th b ud et a d to rou out a p o sibl al o ca i o

of i- a amog dpartentp mmberofthé taf of he oar

4- aetidt eeowt oe ucs tlati oeaes

a e o rieiab wih ah fth nisinteLii

*evc a e ugd f for exmliarga ysevc
4ns carr outeti npcin hc rereurdb

leisatonwihi uni3otn qeto'- eadýpolicy uweligii a hnb osbet opr h



priorities, "8 Jt wer., may well 3.ead to administrative
indigestion. Une can get into a situation wherein mueh of the
eff!ective working force finds its energies absorbed in traininig
new reoruits at a time wIian by definition tb.ose new recruits
are not fully productive. Theretore, a more, gradual approach
to the. solution of the problems of thle unit may b. indicated.
In areas viier. the funzction of thle unit is delining problems
may arise as regards placement of staff witil particular training
and experience into positions where they eau be usecd to
greabest effect.

To reinforce this particular argument one can say in
respect of staff' in general that bthe total strength oft the
Civil Service siiould bear some relation to thle size of thle
population it is serving, balcing into account the tact that sous
economies of scale ean be ezpected te dev.lop as the country grows
aud mloIing due ailowance for thle obsolescence of some functîons,
changes in teohnology as tiley affect thle Qperations of the
service directly aud f'or entirely new tasica biat grow out o! our
teohnological developmenb.

Ai]. this implies a certain amount of judgment aud,
in fact, thle representatives of thle Treasury Boar'd in dealing
wibil âepartnienbs: in the -establishment review committees or in
Estimates discussions, consider the criteriaso5 reacIIed merely
as suggesting orders or magnitude. Iu these discussions~ the
department will or course bring !c4'ward its special problems,
lcnown in sufficient detail, only to the5 experts of thle depart-
ment, so that tiley eau b. weighed against thée general picture
I have slcetciled above. Thefirst purpose of developizig tile.
general picture ie to tind out in advance whetiler ai-I reaàonable
requests eau be aeommodated within thle li]sely total or vilether
certain drastie revisiozis of poiey may be required. The.
second purpose is to give the. members'-of our sasf a seuse o!
propvrtiou in dealing witil individual departmeuts.

In bthe consultations wibii thle departmenbs, the
Treasury Board represeutatives do net appear as experts in the
work e! particular deparbuents altiiougilthey endeavour to icnow
enougil about tilem to uudersband tileir problems and to asic
peneb'ating sud suggestive questions. The fuuction o! the
Treasury Board representabive is rabiler bilat o! a somevilat
skeptical laymau whose basic is to indicate to thedepartments[
thle over-ali expeuditure policy of bthe goyeroeienb and to tie
able to report upon proposed developments wvhicii involve adjust-
ments of particular policies. This approsoil tends 'ti st the
burden o! determining.priorities at the planning stage upon
thle departmenb wilere it properly belougs, tilat is, upon bthe
sioulders of' those vile are lu the best position te compare
bthe importance, one wvith anotilere of bileir varieus activiti es.

The speciai pleas made~ by the departments as bile
varieus meetings eau be brought back and cômpared as to bileir
priority with bthe situations porbrayed in meetings witil otiler
departments, bthe final ebjective being to put the Board into
thle position vibre it caxn Judge ail proposais ou a consistentê
basis. Ib is admitted, o! course, tilat this abtempt oau
procluce oznty approximabe resulbs but if' good budgetiug 4s bo bo
the, objeot the attempt must-bè 'made contiiiuarlly te improve
the mebhod or assesamezb.



This brings us to the second Problem facing the
'freasury Board and its staff. Yinançia an Qther siiar
admnitrati~ve oontrols, such as coto fetalsmns
the goveruent for ser'vice caii be fite intp the avaiaWbl,.
resources. This is of course esetil but therear Also
imiportant by-products of tis. process. If the e4 iat
proess is carried out in suqh a fasion as tp aete ugt
of thep variousun iPVs witi t he sevie fi oeha ngl
upou the shouldoers ofthesno fieswômk h
admisrative decisions, it caz b. expected thaduig h

yerfr h. the EstimQ.tes are curet the offces<i

Qrgaizati9 and alternativ etosf elnwihpbe
beforq they take action whiiçh mih Q hrwse lea to âatea
inefficienoy. It is thereX'ore possible to ocive à egeo? delegation o? authority and thus to avoid duplication ofooutrols if this situation prevails. f al4, th TeaurypBoard is no9 t pto run the depatme <.Morevr
delegation of this oree. plce deion connute With the
exeoutiQn of aproved Polc, <as wih Xinedd rpoas
abosout to the point o aiu nweg fpirte
and4 alternatives. The dogro. to whio th2iesuyBor
and its staff, together with the Civil Service Commiion and

the 4 adiitrto of n th theartme achv h objectiv

deprtmnt It px>ould e oi o ut heý thtte vb
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departmemIts by bringing such instances to the attention of the

departuefts concernied or the Board. By the sanie token, avoidai.oe
of duplicationi with provinces and industry is sought constant:ly.
Thus, although by and large the. approach is to assist ini
determining the financial and functional limits of the various
departmeflts while leaving the substailtial determlitiatiofl of
internal priorities ta the departmeflt, the Board and Uts staff
must reserve the. right to talc. appropriate action on points of
detail in respect of this third problem. This aspect of the.
worlc of the Board and Uts staff talces place during the annual
consideration of establishments and Estimates, throughout the.
year as detailed authority le requested in respect of
particular aspects of a generally approved prograni and at that
eariy stage in whioh new policy issues arc being raised for
future action.

This third aspect of the worlc applies amn the.
severai departments in a similar manzler to 'th bIgetary
pressures and ottier controls which the Board exerta on depart-
ments to'keep each separate house in order. iHere the. pressure
arises at thie centre under thie impact of the over-all
budgetary limitation.

A fourth probleni is the encouragement of adequate
f orward planning by departments so as to prevent the wastes
that may be oau3ed by "false starts". The Estimates proes5
itself lias always required this in some measure and now it.,ïs
re-inforced by the. even earlier establishmnent review arrange-
ments which result in fixed limits for staff over the f ollow-
ing eighteen montha. All this has led ta a gexieraily
increasing appreciation of thie value of an "anilual rate"
approacli which implies and encoQurages peelce into the even-
more-distanit future. With the growth of this view, 'depart-
ments are finding that their probleme and proposjais are more
readily understood and appreciated if they are Vlaced in a
more complete and longer-terii context. Confidence that thie
management of a departmeflt ]cnowé viiere it is going is enhanced,

Finally, I should mention the. regulatory funotion__
of thie Board wiih at once controls and re-inforces the.
administration of departmeflts. 1 amn aware that sucli regulations,
tend ta talce a "lowest commoxi denomiinator" approaii, btt tis.
is perhaps inevitabie in a large organization. on thie other'
hand, regulations, if properly set up, involve a delegatioi
or power witliin stated limits that again places decisions
upon the. proper shouiders. Increasinly, the. staff o-f the
Board is seelcing out classes of individual cases of a bouse-
lceeping nature that now require Board action with a view te
planning regulati.ons by which they can be handled inr future.-

y

You will ai]. b. aware~ that ail governm-iits are

constantly aslced ta ext-end their services t>o the. public to a
degree that -would produce a total budget mucfr above anything
that the public would accept. lIn this context a considerable
degree of effective total control is lin fact exercied.
This total cozitrol ixuplies contrai anid coordination by a

central agency of at least the more important pollcies and
functions within this total. We of the. staff of the
Federal TreasurY Board are constaritly trying ta improve our
approach ta these probiems and to put theni on a more coherent
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and intelligible basis. 1 think it is -rue to say that
considerabla improvements h~ave been made in the last few years.
Iowever, perfection will nover be achieved and 1 would be the
firat Vo admit that there reniains plenty of room for further
improvement. IdeaSlly perhaps, once the departmants fully
appreciate the Votal budgetary problein and are prepared Vo assecs
their priorities within their own resulting limits it might
be that vo are doing our best to worlc ourselves out of a job.
Wliile the departments are in fact showing an ixcreasing
appreciation of our problems, partly at Ieast because va are
now taking the trouble Vo explain them Vo them, circumstances
are constantly changing the emphasis within the service of a
developing country auch as ours and new probloins of coordination
wiii constantly arise. W1hat is more, the very existence of
this final soreen may be expected Vo Iceep the deparVments'
quito proper ambitions under reasonable restreint.

Not oniy doos the increasing tighteness. of the budget
as our methods improve conduce Vo departniental efficiency but
aiso Vthe constant prodding and questioning that Treasury Board
officers must do ahould tend aiso to create an atmosphere in
which ill.-considered proposais cannot arise whether they must
bo submitted Vo Treasury Board for approval or vilether they
are within Vthe area of jurisdiction ofthVe department itself.
The only qualification I see here is VhaV this constant
prodding must be carried eut inteiligently as regards thee
substance of our comments and must be offered Vo the departmentE,
as a lay view vilicli iight serve Vo prevent Vthe experts becoiixg
so engrossed in Vileir worlc as Vo prevent thelu from stepping
baock and loolcing at Vthe forest as well as thle trees. Al Vhs
m.ust be done in a manner vilicil recognizes the higil degree ef
consoienticuaness with ili Vlevast majority of depai'Vmoftal
officers carry out their work. IV must be done in a manner
vilicil expresses Vthe tact that ai). civil servants, wilatever
their job, are working for Vthe same ultimata employer, Vthe
Vaxpayer.

As a civil servant, I have approached this Vopie froni
the point of view ef a member of Vthe staff of thle Board.
I have, Vilerefore, conoentrated my attention on the organization
of that staff and Vile methods by which it produces thle
information required by Vthe Board as Vthe basis of Uts decisions.
The decisions Vhemselves reat witl Vthe Board itself subjecV Vo
Vthe general direction of Cabinet vilicil, in its turn, is
responsible Vo Parliament and, ultimately, Vo thle people
of Canada.

September 1955
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